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(54) Method and apparatus for managing and synchronising variant business structures

(57) The invention to which this application relates is
the provision of a method and apparatus which allows
the graphical representation of organisations and the in-
terpretation of business structures and in particular al-
lows the representation of variants within said business
structures and allows these variants to be dealt with in
an organised and more efficient manner than is conven-

tionally possible. Thus, several different variants of an
organisational model can be created and compared. Typ-
ically all of the variants include the components, interfac-
es, references and elements of the original organisational
model.
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Description

[0001] The invention to which this application relates
is for the provision of a method and apparatus which al-
lows the organisation and interpretation of business
structures and in particular takes into account variants
within said business structures to deal with the same in
an organised and more efficient manner than is conven-
tionally possible.
[0002] The concept of variants and variation in general
applies widely within organisation structures and busi-
ness in general. For example, one area in which variation
applies is to business processes. For example in a busi-
ness process within an insurance company which relates
to the processing of insurance claims, the insurer will
define a collection of variant processes that apply such
as to particular types of policy and/or in particular loca-
tions. Another example is in the context of management
structures; for example, a general team structure may
require variation under certain operating situations and
in a further example, variation can be used in the planning
of a business; for example, each planned future state of
the business may be described as a variant of the current
state.
[0003] In a yet further application, a general structure
can be defined for the purpose of consistent contextual
re-use of common underlying principles. The general
structure is then "instantiated" many times within different
business contexts. Each of these "instances" can be in-
terpreted as a variant of the general case.
[0004] It will therefore be appreciated that in all of these
examples and many other uses the provision of variation
to a structure is a necessity in order to allow the structure
to be adaptable to actual operating conditions and in all
applications, the variants themselves can be subject to
further variation, without limit.
[0005] In order to implement business structures or-
ganisations in many industries have recognised and reg-
istered benefits from the construction, communication
and live deployment of graphical visualisations of their
structures and operations. Such benefits include im-
provements in the areas of change, risk and performance
management, and quality implementation.
[0006] However, it is found that while the concept of
variation and the implementation of the same applies
widely within business, difficulties are currently experi-
enced in implementing these variances within a system
which allows the generation of a suitable graphical im-
plementation and representation of the same. Thus the
organisations’ implementation of variants is being hin-
dered by these problems.
[0007] There are various known items of prior art avail-
able which could be implemented and these include
Computer-Aided Software Engineering (CASE) Tools
which allow the management of hierarchically structured
information. For example, patent number EP0903674
addresses problems relating to the management of hier-
archically-structured information, but within the context

of efficient copying and sharing, including sophisticated
methods for merging hierarchies.
[0008] The present invention differs in that it enables
the creation of parallel hierarchies that are permitted to
diverge in order to describe differing situations. Thus the
current invention allows synchonisation of the diver-
gence of the hierarchies in a way that enables under-
standing and control of the impact of change.
[0009] A further item of prior art is Diagramming Tools
which allow flexible visual connectivity between ele-
ments. This form of tools have no underlying schema and
so the meaning associated with a diagram is either added
by annotation, or assumed to be expressed orally (i.e.
as the diagram is presented). In the current invention
these connections are codified. This allows changes
within one structure to be automatically analysed in terms
of potential impact within known variants of the structure
(e.g. removal of a step from the process, which may need
to be propagated across certain variants).
[0010] A yet further area of prior art is with respect to
Software component management and this component
approach to software construction is represented in
EP0883057 and WO0122331. Related to this approach
is the notion of autonomous intelligent software agents,
which have been widely reported in recent years. A
number of patents have emerged such as WO0102952.
These inventions assert a component approach to soft-
ware construction whereby components are able to per-
form "intelligently" through deployment of sophisticated
analysis techniques including "learning". In the current
invention the components represent business compo-
nents and the capabilities of the current invention are not
intended for execution as occurrences within a software
system, but are intended for analysis and communication
purposes by organisation designers and quality manag-
ers. Furthermore the structuring and navigation mecha-
nisms offer functions not required, and so not provided,
by such other methods; e.g. automatic navigation be-
tween variant structures.
[0011] A further known area of prior art is configuration
management. This requires the ability to manage variant
structures, and commercially available products address
this. Such products differ from the present invention in
the following respect in that the current invention repre-
sents business capabilities which means that they can
comprise complex collections of dependent elements in-
cluding business processes, performance measures, or-
ganisational responsibilities, risks, application systems,
and so on. The components managed by the prior art
software configuration approaches comprise only soft-
ware components and related materials. Furthermore the
current invention allows for the analysis of differences
between variants from multiple perspectives, including
intention, context, structure, and connectivity. This is in
contrast to the much more limited structural perspectives
offered by existing software configuration management
methods.
[0012] The use of graphical approaches to business
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development and transformation increasingly play a sig-
nificant part in business change programmes. In British
Patent Application No. 0112277.9 a navigation mecha-
nism has been described. In another British patent Ap-
plication No. 0118491.0 a mechanism has been de-
scribed to synchronise hierarchy and graphical views of
an organisation and in a third British Patent Application
No. GB0319783.7 a mechanism is described to enable
an unlimited collection of perspectives upon an organi-
sation to be connected in a way that enables flexible nav-
igation between views. While the current invention utilis-
es some of that subject matter by permitting the man-
agement and synchronisation of variation for any busi-
ness structure, thus increasing the power and effective-
ness of the approach there is a need within the field of
business architecture, analysis, transformation and plan-
ning, for a method that allows the management and syn-
chronisation of collections of variants and this is not
achieved by the current graphical implementations.
[0013] The aims of the present invention are to provide
a method and apparatus that supports these operations
to assist organisations to achieve coherence in complex
business environments and to allow direct reuse of said
graphical representations of the business environments
while taking into account variations as they occur which
is conventionally not feasible in large organisations due
to the need to recognise differing requirements.
[0014] In a first aspect of the invention there is provided
a method for the deployment and utilisation of a graphical
representation of an organisation, said graphical repre-
sentation including a plurality of identified elements which
are incorporated within the organisation and at least one
link provided between said elements and wherein the
method includes the steps of generating the graphical
representation and then using that representation to
manage and synchronise the definition of required vari-
ation in structure and operations of the organisation.
[0015] In one embodiment the method includes any or
any combination of the steps of analysis of the variation
required, design, implementation and/or management.
[0016] In one embodiment the method, when imple-
mented, results in the provision of a graphical structuring,
navigation and diagramming facility, together with a gen-
eralised mechanism for dynamic alignment of related
structures within the organisation. Typically the facility is
provided within a business development and transforma-
tion system and interaction is achieved via a graphical
user-interface.
[0017] In one embodiment the facility which is gener-
ated allows the management in a flexible way of varia-
tions on the structure or structures of the organisation
and allows the analysis of the differences between these
variants from more than one perspective within the or-
ganisation. This functionality contributes to coherent
business definition and provides valuable information to
those responsible for planning and co-ordinating busi-
ness change.
[0018] Typically the utilisation of the method results in

the generation of at least one graphical organisational
model using capabilities that are structured so as to de-
scribe the construction of an organisation in terms of its
diverse perspectives, each of which is defined in terms
of component parts. The component parts of different
perspectives can be defined in a number of predefined
ways, one example being in accordance with properties
of the perspective. References and linkages between
components are defined within the graphical model, such
that an element within one perspective (e.g. a product)
can refer to or be linked directly to elements in another
(e.g. risks associated with the product).
[0019] Preferably for any chosen part of the organisa-
tional model a variant can be created which is initially
identical to the selection. Further variants can be created
of the original model, and further variants can be created
for any existing variant. Thus in accordance with the in-
vention a series of variations on the original organisa-
tional model can be created and as the activities of busi-
ness development progress, the details of these variant
models will diverge. For example, the organisation struc-
ture in one country might diverge from the corresponding
structure in another. The method of the invention enables
the variant relationships to be investigated and navigat-
ed: for any element within a model allow the definition of
whether it is a variant of another element, and which var-
iants exist for it.
[0020] In accordance with a further aspect of the in-
vention there is provided a method for the deployment
and utilisation of a graphical representation of an organ-
isation, said graphical representation including a plurality
of identified elements which are incorporated within the
organisation and at least one link provided between said
elements and wherein the method includes the steps of
generating the graphical representation and then using
that representation to manage and synchronise the def-
inition of required variation in structure and operations of
the organisation and wherein at least one further graph-
ical model is created, said graphical model representing
a variant of the first generated model and the variation
between the models caused by the change in condition
of at least one element or component of the model.
[0021] In one embodiment parallel ("sibling") or suc-
cessive ("parent-child") variants can be aligned and com-
pared for assessment of differences. Preferably this com-
parison can be supported from many viewpoints, as is
required with a complexity of changes or variants. Such
viewpoints could what are the structural differences be-
tween variants; what are the differences in terms of in-
terfaces and referencing to other components; what are
the differences in intent and detailed definition. The in-
vention provides synchronised access to such view-
points to enable comprehensive assessment to support
business change.
[0022] In accordance with a preferred embodiment of
the invention the method incorporates the step of defining
multiple variants of an organisational model of arbitrary
complexity in a flexible and unlimited manner thereby
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allowing variants to be created of variants.
[0023] In a further embodiment there is provided the
ability to identify variant relationships affecting any com-
ponent within the graphical model, and to use these re-
lationships to navigate directly to corresponding compo-
nents within related variants of that model.
[0024] Preferably the corresponding variants are
aligned and compared in a synchronised way from a plu-
rality of viewpoints within the organisation structure.
[0025] Typically the method can be used to create a
variant structure for a given business scope, which can
range from a single function to a general network of re-
lated items.
[0026] Preferably the method allows the identification
of whether a particular structure is a variant of another,
and which variants currently exist for that structure, in-
cluding the trail of variants of variants.
[0027] In one embodiment the invention allows the pro-
vision of the exploration of differences between a struc-
ture (or any component within it) and any of its variants
and generates visual notations relating to the variants to
inform and assist decision makers and planners.
[0028] The present invention therefore allows decision
makers and planners to analyse the impact of a proposed
change or variation in terms of corresponding impact on
associated variant structures with the graphical repre-
sentation. Furthermore cost reductions through re-use
as far as possible of common components can be
achieved as well as risk reduction through common con-
trol and alignment as keeping things synchronised re-
duces the risk of missing an important consequence of
a planned change.
[0029] Specific embodiments of the invention are now
described with reference to the accompanying drawings
wherein;

Figure 1 illustrates the steps which can be followed
in linking variant graphical models of an organisation;

Figure 2 illustrates the implementation of a method
in accordance with one embodiment of the invention;

Figures 3 and 4 illustrate practical implementation
of the invention in accordance with the invention.

[0030] Referring firstly to Figure 1 there is illustrated
the development of a series of graphical models of an
organisation structure. The method in accordance with
the invention allows the generation of a first or original
organisation model using suitable graphical design tools.
However in practical terms that organisation model is li-
able to change or variation, said changes or variations
caused by external influences such as legislation chang-
es, changes made internally on an office by office basis
or across the organisation or the like. In accordance with
the invention these changes are taken into account and
a new graphical model changed for each variant or group
of variants. As the original graphical model which is cre-

ated incorporates links between the elements and com-
ponents so the variation of one or a number of said ele-
ments or components can be indicated and the effect on
other elements or components which are linked can also
be identified and assessed and implemented in the new
variant graphical models generated. In this Figure two
variations have occurred resulting in the variant graphical
model 1 and the variant graphical model 2 which are now
unique and "stand alone" graphical models representing
a particular organisation structure taking into account an
identified variant or variants.
[0031] Furthermore in this embodiment yet further var-
iants have occurred with respect to variant model 1 lead-
ing to the generation of two further variant graphical mod-
els 1.1 and 1.2,. Thus it will be appreciated how each of
the variant graphical models which is generated can be
used as a reference tool to understand how and where
the appropriate variant conditions apply.
[0032] Turning now to Figure 2 there is described the
method in accordance with one embodiment of the in-
vention wherein the first step (i) is to create an organisa-
tional model of required complexity and including struc-
tures of components or elements with references and
linkages. The second step (ii) is to create a variant ar-
rangement of required depth and breadth (in terms of
siblings) at any level. Each variant will initially include all
of the components, references and interfaces of the orig-
inal graphical model. Then (iii) the variants which are
referred to when generating further graphical models
evolve in response to development considerations relat-
ing to the situation or context of the variations and the
organisation.
[0033] Following the generation of the required graph-
ical models then the step (iv) can be performed as re-
quired in response to a requirement to analyse a partic-
ular component or element of the graphical model. The
analysis can be with respect to, for example, a variation
requirement, the identification of its position within the
variant hierarchy, what variants exist and/or of what it is
a variant. One practical implementation of this is shown
in Figure 3 which is a screen shot of a graphical repre-
sentation of one organisation model.
[0034] This information can then be used to navigate
(v) through the relevant variant structures to develop un-
derstanding of the structures and their changes due to
the variants. A more detailed assessment (vi) can be per-
formed to allow the selection of corresponding pairs of
variants (parent-child or sibling pairs), and the alignment
of these from multiple viewpoints to analyse the differ-
ences, for example, to determine the impact of the pro-
posed change. A practical implementation of this is
shown in the screen shot included as Fig 4 which shows
a practical implementation of a graphical structure.
[0035] Turning now to the apparatus used in the meth-
od, this includes a business development and transfor-
mation tool. A software system providing a graphical user
interface for the definition and manipulation of the ele-
ments and structures described in the method and mech-
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anisms for definition of organisational models of arbitrary
complexity, comprising components of arbitrary types
with general mechanisms for referencing and interfacing.
[0036] Within the software system there is provided a
mechanism that supports creation and management of
variant structures, with the ability to support identification
and navigation through such structures, with a further
ability to align and compare corresponding variants in a
synchronised manner from multiple viewpoints.
[0037] The functionality of this mechanism provides a
unique ability for an organisation to understand, repre-
sent, communicate and analyse its complexity with the
potential to manage change in a coherent, controlled and
informed way.
[0038] The use of the graphical models and the vari-
ants thereof in accordance with the invention are increas-
ingly used to define and communicate best practice with-
in an organisation, with the potential benefit of enhanced
business performance and the reduction in risk of failures
of adherence to best practise, whether that best practise
is defined within the organisation or by a regulatory body.
Within such models that describe best practice, there is
a requirement to define and manage variations in how
tasks are performed, or structured. This reflects the com-
plex environments in which modern businesses need to
operate. The ability to maintain a connected view of these
variations, especially in the face of a continuing need for
change, is important to being able to understand and
manage implications of proposed change. Conse-
quendy, a facility to model, navigate, align and compare
the variations that exist within an organisation is an im-
portant contribution to successful development.
[0039] The invention described in this patent can be
used as a central resource within an organisational de-
velopment and change management methodology and
toolset.
[0040] Thus as a result there is provided a method and
apparatus which allow the creation of a variant structure
for a given business scope, which can include anything
from a single function to a general network of related
things.
[0041] Furthermore organisations need to be able to
identify whether a particular structure is a variant of an-
other, and which variants currently exist for that structure,
including the trail of variants of variants and explore the
differences between a structure and any of its variants,
using compelling visual notations that inform and assist
decision makers and planners. The invention also ena-
bles decision makers and planners to analyse the impact
of a proposed change, in terms of corresponding impact
on associated variant structures.

Claims

1. A method for the deployment and utilisation of a
graphical representation of an organisation, said
graphical representation including a plurality of iden-

tified elements which are incorporated within the or-
ganisation and at least one link is provided between
said elements and wherein the method includes the
steps of generating the graphical representation,
and using the graphical representation to manage,
synchronise and define the required variation in the
structure and operation of the organisation.

2. A method according to claim 1 wherein the method
includes any or any combination of the steps of anal-
ysis of the variation required, design of the variation,
implementation of the variation and/or management
of the graphical representation.

3. A method according to claim 2 wherein the method,
when implemented, results in the provision of a
graphical structuring, navigation and diagramming
facility.

4. A method according to claim 2 wherein the method,
when implemented provides a generalised mecha-
nism for dynamic alignment of related structures
within the organisation.

5. A method according to claims 3 and 4 wherein the
facility is provided within a business development
and transformation system and interaction is
achieved via a graphical user interface.

6. A method according to claim 1 wherein the graphical
representation allows the management and flexible
variance of the structure or structures of the organ-
isation and allows the analysis of the differences be-
tween these variants from more than one perspec-
tive within the organisation.

7. A method according to claim 6 wherein references
and linkages between components are defined with-
in the graphical representation and include linkages
between elements in a plurality of perspectives.

8. A method according to any of the preceding claims
wherein a series of variations of graphical represen-
tations of the original organisational model can be
created.

9. A method for the deployment and utilisation of a
graphical representation of an organisation, said
graphical representation including a plurality of iden-
tified elements which are incorporated within the or-
ganisation and at least one link provided between
said elements and wherein the method includes the
steps of generating the graphical representation; us-
ing the graphical representation to manage and syn-
chronise the definition of required variation in struc-
ture and operations of the organisation and wherein
at least one further graphical representation is cre-
ated, said further graphical representation repre-
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senting a variant of the first generated graphical rep-
resentation and the variation between the represen-
tation caused by the change in condition of at least
one element or component of the graphical repre-
sentations.

10. A method according to claim 9 wherein the method
incorporates the step of defining multiple variants of
an organisation or model of arbitrary complexity in a
flexible and unlimited manner thereby allowing var-
iants to be created of variants.

11. A method according to claim 10 wherein there is pro-
vided the ability to identify variant relationships af-
fecting any component within the graphical repre-
sentation and to use these relationships to navigate
directly to corresponding components within the re-
lated variants of that representation.

12. A method according to claim 11 wherein correspond-
ing variants are aligned and compared in a synchro-
nised way from a plurality of viewpoints within the
organisation structure.

13. A method according to claim 12 wherein the method
allows the identification of whether a particular struc-
ture is a variant of another and which variants cur-
rently exist for that structure.

14. A method for creating a graphical representation of
an organisational model, said representation includ-
ing structures of components with elements having
references and linkages, said method including the
steps of:

creating a variant arrangement of the organisa-
tional model;
each variant including all of the components, ref-
erences and interfaces of the original organisa-
tional model;
altering the variants to change in response to
their situation or context;
identify and determine a particular components
position within a variant hierarchy, what variants
the component is part of;
use the information to navigate through the var-
iant structures.

15. A method according to claim 14 wherein correspond-
ing pairs of variants are aligned from multiple view-
points to analyse the differences between the vari-
ants.

16. Apparatus for performing the method according to
any of the preceding claims, said apparatus includ-
ing;

a business development and transformation

tool;
a software system providing a graphical user in-
terface;
mechanisms for definition of organisational
models and wherein provided within the soft-
ware system is a mechanism that supports the
creation and management of variant structures
and allows the alignment and comparison of cor-
responding currents in a synchronised manner
from multiple viewpoints.
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